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TEAM WORKS 1:

RESPONSABILITY

“individuals and groups within the organization understand
and accept their responsibilities in respect of both supply
of, and demand for IT. Those with responsibility for actions
also have the authority to perform those actions”

ISO 38500 (2008)

GTl4U COMPONENTS:

I Iy O

I Iy

The Government Team (GT) should know the importance of IT Governance and assume
its responsibilities regarding it

GT should distribute all the IT Responsabilities throughout the organization

GT should decide which IT Responsabilities are maken centralized and which distributed
GT should select an IT Governance framework, or design a new one, and implant it

GT should monitor the maturity of IT Governance through a scorecard and plan improve
actions

GT should create a real CIO role and the CIO should be on Goverment Team

GT should create a Strategy Committee to design strategies about IT

GT should create a Steering Committee to monitor the execution of IT projects

GT should design a well known making decision circuit about information technlogy

INDEX OF EXERCISE

Who decides about each level of IT responsibility?

Who have the responsibility about 6 main IT decisions?

Who has the input and decision rights for main IT decisions?

Has been designed a well known making decision circuit about IT?
Which IT committees are actived in your university?

Who is the CIO in your university? CIO is on the Board?
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Who decides about each level of IT responsibility?
Fill the boxes

Level of Responsibility ¥ Who decides?
® Decision Making m

S
e T
FT EEm— N
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Who have the responsibility about 6 main IT decisions?
Weill and Ross (2002) Fill with a cross only a box per row

DECISION Government Team | IT Director and
(Rector et all) others directors

How much should we spend on IT?

Which business processes should receive our IT dollars?

Which IT capabilities need to be companywide?

How good do our IT services really need to be?

Which security and privacy risks will we accept?

Whom do we blame if an IT initiative fails?

TW1 Responsabily - 3
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What Happens When Senior Managers

Ignore Their IT Responsibilities?

IT Decision

Senior Management’s Role

Consequences of Abdicating the Decision

How much should
we spend on IT?

Define the strategic role that IT
will play in the company and then
determine the level of funding
needed to achieve that objective.

The company fails to develop an IT
platform that furthers its strategy,
despite high IT spending.

Which business processes

Make clear decisions about which

A lack of focus overwhelms the IT unit,

convenience on the other.

? should receive our IT IT initiatives will and will not be which tries to deliver many projects that
& dollars? funded. may have little companywide value or
) can’t be implemented well simultaneously.
Which IT capabilities need Decide which IT capabilities Excessive technical and process standardi-
to be companywide? should be provided centrally and zation limits the flexibility of business
which should be developed by units, or frequent exceptions to the stan-
individual businesses. dards increase costs and limit business
synergies.
How good doour IT Decide which features—for exam- The company may pay for service
services really need to be? ple, enhanced reliability or re- options that, given its priorities, aren’t
sponse time—are needed on the worth the costs.
basis of their costs and benefits.
c
-% What security and privacy Lead the decision making on An overemphasis on security and privacy
o risks will we accept? the trade-offs between security may inconvenience customers, employees,
& and privacy on one hand and and suppliers; an underemphasis may

make data vulnerable.

Whom do we blame if an
IT initiative fails?

Assign a business executive to be
accountable for every IT project;
maonitor business metrics.

The business value of systems is never
realized.
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Who has the input and decision rights for main IT decisions?

Among the responsibilities of ITG must distinguish between those who provide the necessary
information (INPUT) and who are responsible for making decisions related to IT (DECISION).

These two RESPONSIBILITIES do not have to coincide in the same individual or group of
individuals and not have that distributed equally for different IT decisions are taken at a
university.

According to Weil (2004) five major decisions are:

High level statements about how IT is used in the

IT principles business

An integrated set of technical choices to guide the
organization in satisfying business needs. The

IT architecture is a set of policies and rules for the use
architecture of IT and plots a migration path to the way business
will be done (includes data, technology, and
applications)

IT Strategies for the base foundation of budgeted-for IT
. capability (both technical and human), shared
lnfrastr_ucture throughout the firm as reliable services, and centrally
strategies coordinated (e.g., network, help desk, shared data)

Business

Specifying the business need for purchased or

application internally developed IT applications
needs

IT investment Decisions about how much and where to invest in IT
and including project approvals and justification

prioritization techniques

TW1 Responsabily - 5
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Fill in the following table indicating (X) how desirable that the responsibility to inform and make decisions related to IT in your university
distributed. Only one mark in each column.

o : IT Infraestructure Business Aplicat. IT Investments and
IT Principles IT Architecture Strategy —— T -
Input Decision Input Decision Input Decision Input Decision Input Decision

Governance Team
(Rector and Vice-Rectors)

4 2 0 3 2 1 4
CIO and/or IT Area
Director 0 0 0 0 0 1 0
Other Department
Directors
(Research, Library, etc.) 0 0 0 0 0 0 0
Governance Team and at
least one Depart. Director

0 2 0 1 1 0 0
CIO and/or IT Area
Director and at least one
Depart. Director 0 0 4 0 1 1 0
Only the  Department
Director affected

0 0 0 0 0 1 0

TW1 Responsabily - 6
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Decision Domain

T IT Business
IT Principles - Infrastructure | Application | IT Investment
Architecture .
Strategies Needs

Most

D common
pattern for
all firms.

The numbers in
each cell are
percentages of
the 256
enterprises
studied in 23
countries. The
columns add to
100%.

Governance Archetype

© 2003 Massachusetts Institute of Technology, Sloan Center for Information Systems Research. Used with permission.

@ s
. - - - ~ ]
Decision rights or inputs rights ¢ ¥ “’é K é‘"é" -
- - = L
for a particular IT decision are held by: o\?‘é? (?Afc?‘é- & s &
& & Sg S q f
. A group of, or individual, business executives

Business (i.e., Cx0s). Includes committees comprised of v

Monarchy senior business executives (may include CIO).
Excludes IT executives acting independently.

T Individuals or groups of IT executives v

Monarchy
Business unit leaders, key process owners or v
their delegates
C level executives and at least one other 7 -
business group (e.g., Cx0O and BU leaders)—IT v

Federal executives may be an additional participant. .
Equivalent to a country and its states working v v
together.
IT executives and one other group v v

IT Duopoly (e.g., CxO or BU leaders) 7 v

Anarchy Each individual user

© 2003 Massachusetts Institute of Technology, Sloan Center for Information Systems Research. Used with permission.
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Input | Decision
Governance Team 4, e
(Rectors and Vice-Rectors) -
CIO andor IT :
At Dicach 68 4% 30% 4% 64 13%
Department Directors
s i Paachokd) 16% 0% 24% 0% 19% 4% 0% 28% 0%
Governance Team and at
leastone Department | 0% | 0% | 4% | 3% | 4% | 0% | 0% | 0% | 0% | 0%
Director
CIOVIT Area Director and at
leastone Department Director| 127 | 0% | 20% | 0% | 23% | 0% | 13% | 7% | 4% | 0%
Only the Department
Director affected % | 0% | 0% | 0% 0% | 8% | 0% | 0% | 0%

Has been designed a well known making decision circuit about IT?

Organizational estructure:

The follow figure shows the IT related organizational estructure of a spanish university

Level 0
Highest level of
responsibility
(Rector)

Level 1
Vice-Rectors
and others |IT
Directors whose
depent on
Rector

Level 2
IT Staff whose
depent Level 1

Level 3
IT Staff whose
depent Level 2

Others Levels

Director del Director de oficina
Servicio de Apoyo de transferencia
a la Investigacion

Comunic
aciones.
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Draw in the follow figure the IT related organizational estructure of your university

Level O
Highest level of
responsibility
(Rector)

Level 1
Vice-Rectors
and others |IT
Directors whose
depent on
Rector

Level 2
IT Staff whose
depent Level 1

Level 3
IT Staff whose
depent Level 2

Others Levels

Real Case:

The Director of Department X wrote to Director of IT Area, and ask him to adquire software Z
as follows:

“Hi,

I think what you have to do is very little. Actually
We bought the program made. You just have to learn to use it. About the cost, | guess we
have money for this little investment.”

Now, suppose that in the Vic. International Relations of your university has identified the
need for a computerized management of students (both internal and external) involved in
international exchange programs, as untii now such management is made using
spreadsheets.

Describe each step must follow your Vice-Rector of International Relations to purchase this
software and what would be its approval circuit in your university.

TW1 Responsabily - 9
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Which IT committees are actived in your university?

_ IT Strategy Committee IT Steering Committee

Level * Board level * Executive level
* Provides insight and advice to the * Decides the overall level of IT
board on topics such as: spending and how costs will be
— The relevance of developments in | allocated
IT from a business perspective * Aligns and approves the enterprise
— The alignment of IT with the IT architecture
business direction * Approves project plans and budgets,
— The achievement of strategic IT setting priorities and milestones
objectives * Acquires and assigns appropriate
— The availability of suitable IT resources
resources, skills and * Ensures projects continuously meet
infrastructure to meet the business requirements, including
strategic objectives reevaluation of the business case
— Optimisation of IT costs, * Monitors project plans for delivery
including the role and value of expected value and desired
Responsibility dg]ivery of external IT Sijrcing outcomes, on time and Wlth.l.l] budget
— Risk, return and competitive * Monitors resource and priority
aspects of IT investments conflict between enterprise divisions
— Progress on major IT projects and the IT function, and between
— The contribution of IT to the projects
business (i.e., delivering the * Makes recommendations and
promised business value) requests for changes to strategic
— Exposure to IT risks, including plans (priorities, funding, technology
compliance risks approaches, resources, etc.)
— Containment of IT risks » Communicates strategic goals to
* Provides direction to management project teams
relative to IT strategy * Is a major contributor to
* Is driver and catalyst for the board’s management’s IT governance
IT governance practices responsibilities
* Advises the board and management | * Assists the executive in the delivery
on IT strategy of the IT strategy
* Is delegated by the board to provide | * Oversees day-to-day management of
input to the strategy and prepare its IT service delivery and IT projects
Authority approval * Focuses on implementation
* Focuses on current and future
strategic IT issues
* Board members and (specialist) * Sponsoring executive
nonboard members * Business executive (key users)
« CIO
Membership * Key advisors as required (IT. audit.
legal, finance)
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Fill the table bellow with the Committees which are working in your university now. Decide if
each committee belong to governance o management level.

ITG4ATU

Active? Governance Name of the Committee
/Management

Committee of IT Strategy

IT Steering Committee

IT Area Committee

IT Audit Committee

E-Learning Committee

IT Security Committee

Fill the forms bellow describing new committees you propose to create in your university

Committee Name:

Description:

Members:

Committee Name:

Description:

Members:
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Who is the CIO in your university? CIO is on the Board?
Top 10 Attributes of the Featured CIOs.

@ ©® ®®

Bet the farm.

These leaders are not afraid to take on
big risks. They pich the big ideas
because they know they can speak the
language and justify the investment.

Answering the call.

These leaders stepped up when they
were called o action=aften 1o help save
their companies’ futures: This reguires
confidence in their abilities and experi-
ence that not every leader has.

People come first.

These leadersunderstand the value
their people bring to their organization.
They dom't treat them like numbers or
interchangeable pars.

Decisiveness makes
all the difference.

Despite their human side, these leaders
understand that they need to make tough
decisions that affect not only their people,
but the comparny’s health as well,

Results matter.

Instead of pie-in-the-sky RED of imple-
menting the latest bright. shiny objects
without knowing the long-term business
value, these Cls are more focused on
measurably improving the buasmess.

ONOIONORO)

Innovation.

These leaders don't just bulld teams and
cuitures that create new uses for tech-
nelogy—they create new business
models and processes that drive the
entire company forward.

Transformational leadership.

These leaders have an innate ability to
motfvate and rally their teams around a
vislon, helping team members understand
the value of their contributions.

Self-awareness.

Molded by years of unique experiences—
these leaders constantly reflect on past
successes, mistakes, challenges ard
eppartumities 1o find the best way forward,

Anticipation.

Too many leaders stress over the day-to-day,
guarter to quarter grind. These executives
stress the importance af foreseeing the
future; ientifyving risks and cpporiuniiies,
and strategiring to get ahead of the curve.

Networking.

Thesa leaders have cuftivated extensive
professional networks. Beyond thaz, they
have the unigue ability to tap these
metworks to share their experiences

and expertise.

Now you know best what should be a CIO. There is a CIO at your university, who is?
Where is the CIO in the organizational structure of your university? Where should be?
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